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1 Executive Summary

af you fail to plan, you are planning to fail 8 &

Z attributed to Benjamin Franklin

Strategigplanning is a management practiegdely used bysuccessful organizations.improves
performance enables goal achievement, and is used by organizations rafngmgmall work units to
major multinational corporationsStrategic planning helps you figure out where you are today, where
you want to be in the future, and what steps are needed to get you tHemes guidebook offers
guidance, techniques, and tips for creatingrategicplanand providesadditional resources that cdme
called upon for further information.

The guidebook isrganized into chapters that correspond to the arrow graphic at the bottom of each
page. You can quickly see where you are in the document bigghatich arow is highlighted. The
guidebook is beatsedas an online resource, as there amemerousexternal links and references
throughout. However, it is formatted for printing if that is preferred.

There were many individuals that have reviewed and offerétsedomments, and encouragement
throughout the development of this guidebook. In particular, thanks are due to Michael Jacobson and
Lisa Voight. Additionallyignificantcontentin this guidebookvas originally created by the consulting
firmh Q. NJA $nganynotab® Andrea Lewis arfistus Stewart, and | would like to acknowledge
their contributions and perseverance in this endeavor.

If you have any suggestions for improving the content of this guidebook, please let me know.

| hope you are able tase this resource and | wish you success on achieving your strategic goals!
Van Badzik

King Countyffice of Performance, Strategy, and Budget

401 8" Avenue, Suite 810, Seattle, WA 98104
206.263.909
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2 Overview

What is aSrategic Planhis section gives a brief overview of the key principles involved and how to
use this guideboak

2.1 Introduction
TheKing County Strategic Plaestablished this vision:

King County: a diverse and dynacrcommunity with a healthy economy and
environment where all people, businesses, and organizations have the
opportunity to thrive.

Howis such a visiodeveloped and how will it bachievedVhat are the steps along the patb this
destinatior acommurity whereeveryone carthrive? Whatdo we needo do bring about
transformational changén the waywe do our work andhow do wesolvecomplexproblems? What
tools and practices are availaBle

This document is intended to help answer those question2ltha Sa YAy 3 / 2dzy & Qa oSai
techniguesresources, andecommendations to conduct strategic planning

9
2
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Z Albert Einstein

Strategic Planning isdaeliberaive, disciplined effort to produce fundamental decisions and actions

that shape and guidehat an organizatia (or otherentity)A & = ¢ KIF G A G0 R2 S@Br¥son; y R g K&
2011) Strategic Planning helps an organization determine where they are now, where they would like to

be some time in the future, and how to get thekdsualy, strategic planning is conducted to develop

longrange goals and strategies, for example B) years in the future.

m 2.2 Context

Planning is one component of a larger P2mCheckAdjust
m n (PDCA) cyclavhichis an iterative fowstepperformance
managemenmethod used irthe continuous improement of
l processes and products. The continuous cycle emphasizes
N that after the plan is completed arichplemented,the
original plan willikelyneed to be modified based on what is
happening(See figure-1)
Fiaure2-1 PlanDo-CheckAdiust cvcle

[ 7
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Resource

Allocation Strategic Planning is specifically

identified as a distinct component in
the King County Management
Model, which itself is a form of a
PDCA continuous improvement
cycle.

Strategic .
Implementation

Performance
Evaluation

Figure2-2 King County Management Model

Planning

X

2.3 The ABCs of Strategic Planning

John Bryson summarizes
what strategic planimgis
about inFigure 23
(Bryson, 2011 Circle A

representswhereyour ' ) / B.
organization is today, ‘ Miton; M tan end ( :
Circle Blepicts where the Where'vou )
organization wants to get, UELEG S

andCircle Gs figuring out
how to get there. Leaders,
managers, staff, and
stakeholdersf the
organizationparticipate in
developingA, B, and @s
they formulate, resolve,
and clarify their strategic
plan. This guidebook will
provide many details and
options that can be used
to help plan and get you
from A to B using C

How to Get
There

Figure2-3 . NBaz2yQa ! ./ & 27F { iGN

i i Environ-
Executive Planning Goals and Implemen-
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2.4 Levels of Strategic Planning

KingCounty conductstrategic planning at many different levels:

1 Gounty-wide strategic planningg The King County Strategic Plan (KCSP) is a key component of the
King County Management Model. It embodies the priorities ofrésedents of King County and the
values of the elected officials in the King County governmduote information about the KCSP can
be found at the websitehttp://www.kingcounty.gov/exec/PSB/CountyStratPlan.aspx

1 Cross functional strategic planningConducted by a coordinated team made of multiple
departments or agencies within King County or with outside partners to solve complex challenges.
These may be designategd { G Bk OSLY Yy 231 GA2Y t NR 2 NEBthels@neé 2 NJ { Lt
tools and techniqueprovidedin this guideFor more information about SIPs, please 8@pendix A
- Strategic Innovation Priorities

{1 Line ofBusinesglanning ¢ These significantplanning effors that occur within a specific Line of
Business (LoBYe standardized and specifically formatted strategic plans. Thepased on a ten
year future forecasof revenue and capacigndare designed ¢ identify problems, analyze
alternatives, and develop solutiotisat improvethe delivery of county services and produckse
Office of Performance, Strategy, and Budget supports tizplanningprocess More information
about theprocesscan be foundn the King County internal SharePoint sit@wvw.tinyurl.com/kclob

1 Other strategicplanning efforts ¢ Various ounty organizationg, agencies, departments, divisions,
and work units may usea strategic plannig process to determine their current environment,
create shared goals for the future, generate strategies to help close the gaps, and develop an
implementation plan to manage the process and ensure suctésy. are usually found on the web
pages of the agncies or departments.

2.5 How to Use this Guide

This guide is meant to provida overview of strategic planning asdme common tips, tools, and
techniques for developing and implementing a strategic plan. If you are the sponsor of a strategic plan, a
projed manager tasked to lead the planning process, or a member of a team that is conducting strategic
planning, you should review and use those parts that you find helpful. There are additifarahiees

cited inthis guide book that provide more-tepth matrial and background on various aspects of the
strategic planning process if you need to delve into the process more thoroughly.

This guide is a companion to tie2 dzN#trSductian to Strategic Planniag G I dZaAKd o6& adl ¥7F
Office of PerformanceStrategy, and Budget. The course is offered quarterly thradigh County

Learning and Developmeahd is free for county employeedt is also offered for County Pasdrs

through theTraining and Development Institute

This guide doesot attempt to provide a prescriptive pathway fohow to createthe perfect strategic
plar€. Each strategic plawill have adifferent set of challenges and opportunitiesydeach team will
bring a different set of perspectives, expertise, and familiarity with strategic planning to the process.
Leverage what your leadership, team and support system bring to the table, aktbldiois guide to
accelerate and improve the process.

Executive . Planning z B EnTgr:::I_ Goals and Implemen-
Summary /O\renﬂew / Process omponents cean Strategies tation
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2.6 Key resources

There areseveralresources and tools that compliment this guidance, and may prove useful in
developingyour strategic planThese include:

1 The current version of thKing County Strategic Plamhichprovides the high level vision, mission,
goals and objectives for the County government and its agencies.

9 YAV /2dzy(i&Q& 91jdzA (& I)ifRferenzed thiotghoW tzd guileOThe Ly A G A | G 7
principles underpinning this initiative are of utmost importancedtategicplanning, as are the
tools and resourcethat have been developed to support active implementation and consideration
of equity and social justice issuiesKing County decision making

T Various tools and resources are available atE$J Tools and Resoursestion of the ESJ website
that will help assess the ESJ impact on the communities we serve. The Community Engagement
toolkit is very important to consider when doing public engagement wogsagisof astrategic plan

1 Other strategic planningeferencesyesourcesand templatesare cited throughout this guidebook
and are includedh Appendix B Resources

i i Environ-
Executive Planning z : mental Goals and Implemen-
Summary Process omponents ccan Strategies tation
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3 Strategic Hanning Process

This chapter will provideome tips, techniques, and best practices for developisgaegic plan
Although eactstrategic planningrocess will be different, they should be modeled on proven
techniques ananethods Some of the key steps of a strategic planning process include:

Drafting aCharter

Planning team setup and management

An environmental scarincluding stakeholder and customer outreach and engagement
Analysis of current conditiongSJ impactsnd best practices

Identifying and prioritizing outcomes, goals, measuees] strategies

Plan development

Plan approval and communication

= =4 =4 =8 -8 -8 9

3.1 Strategic Plan Charters

Astrategic planning process a temporary endeavor (it has a start and end date) that is undertaken to
create a unique result an organizational strategic plam one that will address and solve a specific
problem area. This means that the strategic planning procesprigject And well managed projects
require a plan. They should also have a charter that is approved by the sangart the early phases

of the strategic plamingprocess. A charter is a formal document that gives authorization for the
strategic planningrocess and outlines major components of the work, including appointsicagegic
plansponsor and grojectmanagerto manage the workAd ¢ A LI { K S&édniple of gtRatedicy”
plancharter arefound inAppendix B

3.2 PlanningTeam Setup and Management

Success often hinges on the people behind the process. A sucassiedicplanning process will
require the engagement and participation of a great team. This section provides guidance and resources
for building that great team, including key considerations for team structure and team management.

11
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3.2.1 Team Structure

Consider the following roles in developipgur team, which may need to be adapted to meet your
needs.

Sponsors are charged with
. Sponsor(s)
ensuring success

Project manager may be
external consultant or Lead/PM
internal staff
|
I 1
External
Stakeholderg

Core team members with
crossfunctional technical Internal Staff
expertise

Other
Stakeholderd

1
[
Working or advisory groups Technical
! X ff
to assist at key milestones SRS Experts

Facilitator

Knowledgeable acilitators for
internal and external Facilitator
engagement

Figure3-1 Srategic Plan Team StructureExample

Everystrategicplalh &8 RATFTFSNBY (X YR &2 (KSNB &Bestté@an. NBIj dzA NB R
However, there are a number of key questions to consider during the team building prbtess.

Appendix B 4SS Q@S Ay Of dzZRSR | / KSO1fAad GAGK a2YS 2F (¢
Manager and the Ge Team members.

As with each step in the process, ensuring alignment wittEteity and Social Justice (ESJ) Initiative

should be consideredhen establishing a team, amérticularly when cosidering howvarious
stakeholdergroupsare involved in the planning process.

3.2.2 Responsibilities

Everyone involved with the Strategic Planning process has unigeseaodt responsibilities. It is vital
that these responsibilities be understoaahd that peopt are accountable to fulfilling their obligations
In Appendix Byou will find a Tip Sheet with some guidance for the various members of the planning
process team

3.2.3 TeamManagement

After decisions are made abbteam membership, it will require active management to keep on track,
especially within the more complex scopestfategicplanning. Clear communication and weé#fined
expectations are crucial to succebmderstanding and agreeing ahead of time wgedund rules the
team will follow and how communications will be handled critical to sucddssse considerations

Executive Planning Eoviions Goals and Implemen-
Summary Overview Process » Components mﬁ?' Strategies tation
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should factor into what kinds of communications methodologies and protocols are established for the
team. You may wish to consider developiadgresponsibility Assignment Matrix to help guide
communication protocols. A widely used model is the RACI m&esgponsible, Accountable, Consulted,
and Informed) which is described tais link Atemplateof a RACI matrigzan be foundn Appendix B

33' AOOET ¢ 30A00AAg OOI ATTETC O oI
The development of atrategic plarisacomplex undertakinglike any complex projecgdvance

planningwill offer a firmfirst foothold to successThis sectioraddresses some foundational elements
that strategicplanning eams may find useful in planning and managing their work.

3.3.1 Project Management

Because the development ofstrategic panis a temporary endeavor to create a unique product, it is by
definition a project. As part of the planning phase, #tieategic plariead should address several
fundamental elements of project management to help the team achieve their objectivesasistdope
definition and management, communication management, change management, schedule, etc. A basic
knowledge and use of project management fundamentals is critical to the successsirategic

planning processThis can be gained through tine orclass room instruction or experience working on
similar largescale projects. Aip Sheet with somproject managementonsiderationsvhen conducting

a strategic planning processincluded irAppendix B

3.3.2 Process Design

Thestrategicplanningprocess definethe strategies thestrategic plarteam will use and how they will
implement them to get to the final objective of developingteategic plan Designing and planning that
process takes time, resources and the rigiitaf skills andmay bean iterative processAn advisory
group2 NJ & 5 S & Acahye ebtéblishfetb provide feedback to the core team dhe design of the
strategicplanning process. Ideally, this group would have a sound understanding ofghgizaion or

the issue aredself, along with strategic and organizational planning skills. Because the process itself
may evolve over time, tagroupshouldbe engaged throughout thstrategicplanning processo that

they can proactively look ahead to wheate planned process may need to evolve.

3.3.3 Establishguiding principles for the process

Similar to how setting ground rules early on will improve and enhance team performance, setting
guiding principles for the work at hawdll helpkeep the group focusedrowhat matters and is

meaningfu) both in terms of process and the resulting product. Guiding principles can be established for
the entire body of work to be performe@nd in some cases included in the development of ground

rules) orbe developedor discrete portions of the work.

For example, in the Homeless Youth and Young Adult Initiative, guiding principles were set during the
REGSE2LIVSYd 2F GKS AYA G Anitodl ot @érk HeigRiandto yuRidtSet = | & |
development of themodel, but also as a reference for the work that would follow.

3.4 Developing the Plan

If you have been successful in establishing a good planning team and have established a good strategic
planning process, you are well on the way to developing the strapggic The next sections discuss
what components are typically found in a strategic plan and how they are developed.

Executive Planning Envinons Goals and Implemen-
Overview Components mental e o
Summa Strategies tation
ry / Process / - g
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4 Components of a Strategic Plan

Agoodstrategicplan will result fromdeveloping and carrying oat goodplanningprocess and will ats
provide a solid foundadn for implementing that planThis section focuses primarily on the kind of
content and information that wouldypically be included in a strategitap. There is no specified
template that must be used it will be up to the planing team to create a plan will get through the
approval process and ultimately be useful as the plans recommendations are implemented.

4.1 Current and Historical Context
l ya6SNE (KS ladz®aissienydproem&facdd F YR sKe R2S8Sa Al YFGd$

Evaluate and summarize existing King County

services and best practices for delivering the ot T/p .

service being analyzed. Following the planning

process, you should be able tdiaulate the

current state of the core issue, and idegtifot x  Good data is important and can go a long

only symptomsof the issue butoot causes wayin presenting why an issue is

Summarizepast efforts(if they exist)how they important, but stories can make that data

contribute to the solution and where they may go even further. Tell a real story to show

not beadequate. what the issue at hand really means to
people in our region. Stories abous, our

Opportunity for Transformative Change place, and our culturgill resonate more

Identify the leverage points identified through than walls of dta and numbers, especiall

the planning process to produ¢eansformative for issues that have future impacts that

change, and thergencysurrounding the may seem too far off to really think about

opportunity, in other words, why now as well as or too big to tackle.

gKe ¢S OFyQil ol Al®

4.2 Strategic Plan Development Process
l yasSNBR G(KS ljdzSadazyyY 4al26 6ta GKAa LELY RSGSE 2L

Background

Describe the work that led up tihe designation as a strategic planhis background is important to
show both the support and buipn of leadershipthe community, ESJ impacted grouasd other key
stakeholdergo the planning process and plan itself.

Planning Process

Provide an overiew of the methodology and approach behind the creation ofgtrategic plan

Transparency is critical for garnering support once the plan is launched. It will also help maintain the

LX -y +Fa | fAGAYy3I R20dzYSyid ¢CKSEZKABKEEZNBYBSK2FQLU K5
charged with implementation who may need to revisit the process to update and take the plan even

further.

15
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4.3 Mission Statement
' yag SNBR GKS lddeS éuiiokganjzationa & I G

If you are developing a strategic planhelp guide your organization, it will usually include the mission
statement for the organization. A mission statement defines who you are, your products and services,
your customers and your overall strengths. Good mission statements are straightforwéardesamt to

be enduring. Everyone in the organization should understand the mission, and know what part they play
in accomplishing the mission.

Mission statements assist with decision making in the organization. It defines what the organization will
do ard what dog the scope of their business model.

Mission statements should contain two elemef#glison & Kaye, 2005)

1 Businesg Describes what the organization does
o Primary methods (programs/services) used by the orgamindt achieve its purpose
0 Frequently includes a description of the customer
9 Purposeg Describes the ultimate result the organization is trying to achieve
o 'yagSNR GKS ljdzSadAz2y a2Keée R2S&a GKS 2NBEIYAT |

4.4 Vision and Desired Outcomes
AnswersthequesB Y'Y &2 KF G | NB ¢S 0 NhategidplakZz I OKAS@ZS gAGK ]

Vision

Ak 77;0 Ak A brief description of desired future state. In short,

WgKIEG O2dzx R 0SQK CKS OAarzy
x  The visiorshouldto be anintegral and an | @nd all efforts in the plan should support attaining

authentic product of theplanningprocess. | the vision. The vision shd be clearand
While research of howmsiilar issues were | compelling, creating a common understanding of

resolved in other parts of the country V\{h_at the plan is working towards and why that

offer insightto what could be, rarely will | Vision is worth the effort.

they be so fully replicable that they can

becomeyour vision Goals

_ _ Outcomeoriented goals describe a desired future

x  Carry any real life stories from the condition that contributes to the shaping of the

problem statement through to show how | oyerarchingision. They may represent key

this visionwill impact that story. milestones along the way to attaining the full

vision.

Guiding Principles

lftaz2 (y2ey Fa aglfdzSaz¢ DdAdzZARAY3I t NAYOALX Sa& RS&aONXR
in support of its customers. They idemtiiow the organization carries out their mission while they are

working towards their vision. Framing the plan with the guiding principles helps to introduce the suite of
strategies, and keep the intent of each present.
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Objectives

Objectives are the setf measureable outcomes that represent progress towards the gaat

ultimately, they define what success looks like. Objectives help substantiate progress towards the goals,

and are more specific and focused in nature. Multiple objectives may be dekfopa goal, and
202S0GA0Sa Oly 0S adzZlR2NIAGS 2F YdAf GALX S 3I21fad ¢
guidelines, meaning objectives should be:

o uDbjectives need to be clear and specific about what is
S SpeC|f|C expected, why it is important, who needs to be involved and so
on

wDbjectives need to include criteria to measure its progress
toward success (Discussed more fully in Section 4.5)

M: Measurable

. wDbjectives need to be realistic and attainable. Stretch goals are
A: Attainable good to push the organization to change, but if people cannot
see ever achieving success, it makes it more likely to fail.

wDbjectives need to be relevant towards achieving the goal and

R Relevant vision. Is it necessary?

. uObjectives need to be timbound, with at least the first
T: Timebound milestone established. This helps define success and ensures
commitment

Figure4-1 "SMART" Objectives

4.5 Equity andSocial Justice (ESJ) Alignment
lyagSNBR GKS 1jdzSadGAz2yyY al 26 gAff AYLIESYSyGAy3d (GKAa

¢KS O2dzyieéQa CIANIFYR Wdzad 2NRAYIFYOS A& AyO02NlLRNI
that strategic plas specifically consider and include strategies which will improve the equitable

outcomes for all those in living the communities we serve. A further explanation of the how to review

ESJ impacts and gather important stakeholder information can be fouBeédtion 5.4

4.6 Measuring Success " Tp

lyasSNBR GKS |jdzSaid
2dzNJ STF2NIa FNBE a

j8=4.Y

| 2 ¢ | % AAS you gevelograddicansiglen what measure:s
zOO0OSSRA Y IKé touse, trytoleep itto a manageable and
explainable set. Too many measures can
Measures of Success dilute the message on what actions should be
The plan needs to define what success looks like, and wha prioritized
those critical succss factors areto help calibrate the

[ 17
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AYLX SYSyidlGAazy GSIY (261 NRa ¢KIGQa NBFEte& AYLRNII

Benchmarking

Benchmarks are established performance thresholds against which progress can be evaluated.
Benchmarks typically represent best praes from a comparable scenario (whether that be a
comparablecounty, municipality, or eveimdustry).

O(1T xAOAO AAAOOEAOI OEA OOOAOACUR UT O OET Ol A
Z Winston Churchill

4.7 Strategies that achieve the outcomes
Answersthdj dzZ§&a G A2y Y a2 KIFG FNB 68 LIXIFyyAay3 G2 R2 G2 | OK

Strategies

A strategic plan will typically have several strategies that direct the work of achieving strategic plan goals
and overall vision. Individually, strategies are a way to group aedtdiiscrete actions. Together, they

work towards achieving all aspects of that vision.

Strategies should maximize the strengths and opportunities, and minimize the weaknesses and threats
identified during the planning process.

Examples of strategic @upings could include:

Leverage existing efforts

Create (or avoid) system interventions or disruptions

Build or redefine relationships and partnerships

t 2a3A0A2yAy3 2NI NBLRaAAGA2YAYT 2F 'y 2NBFYAT I GAZ2
Changing or restructuring organizationalaperational efforts or culture

Building internal or external capacity around the strategic plan

=A =4 =8 =8 -8 -9

Actions

Actions are the activities or interventions needed to achieve objectives and outcomes, ultimately
working towards achieving the goals and vision.&diare typically organized or grouped within the set

of strategies outlined, and are more detailed in nature. Actions are the level where identifying necessary
resources and scheduling will likely be the most accurate.

"If you are planning for ongear, grow rice. If you are planning for 20 years grow trees. If you are
planning for centuries, grow [people]."
Z Chinese Proverb

4.8 Implementation and Action Plans
l yas SNE (0 KiGow @ardaedyding yjer thisdorte ¢
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The purpose of strategic plaimg isnot just to produce a strategic plan. However, many well

intentioned and noteworthy strategic planning efforts have resulted in an impressive plan that ends up
sitting on the shelf gathering dust, while the organization fails to implement anyeafeitommended
changes or achieve their goals. To be successful requires a broad implementation plan and a more
detailed action plan that delineates who is responsible for doing what and when. During the planning
process, the team will need to consider htve plan will be implemented and include this as part of the
final document produced. More information about implementation is found in chapter 7 on
Implementation

[ 19 L
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5 Environmental Scan

aWhat and Why before Hové€ is a goodshorthand for theEnvironmental Scanlf your team finds itself
AYYSRAFGSE@ YINODKAYy3d R2¢oy (GKS LI GK 2F LINRLRaAy3d &
and make sure you fully understamdat the problem isc and then fully understand/hy A siaQ

challengewhyO dzNNB y (i S T F 2 NFndwhl inNBuyd Qave signifi€ahtAintpacSifyfaikied.

The environmental scais the crucially important first stage of the proceksallows the team tgather

information about the larger context which thestrategicplanning process takes place. T$liwuld
includleS@SNBEGKAY3I FNBY NBaSFHNOKAY3I LINSGA2dza aAYAEIl NS
available resources tinlentifying and confirming stakeholder needsis is anecessaryirst step for the

team to truly understand and come to agreement on the goals and outcomes of the planning process,

and can help illuminate key questions such as who the plan is intended to serve and how best to

structure the planning process.

Often, the em goal of the discovery process will be a much clearer understandiingiok Ithé £
strategicteam can focus their planning process arounthie boundaries of what thetrategic plarwill
address and the requirements for tistrategic plaritself to be acepted by all the stakeholders.

CrftAy3a Ay (205 6AGK GKS LINRGE SYX

Albert Einstein coined the phrage¥ I £ t Ay3 Ay 2OSSaa8KihKSEt BINI
'y K2dzNJ 2 alLISyR O2YAy3d dzld gAGK | aadsdzlg 2 y
getting to know and understand every aspect of the problem, which would enable him to come
with a solid solution in just the remaining 5 minutes.

5.1 Evaluation of Existing King County Services and Best Practices

In orders to achieve trangfmative change, you must know where you are starting from. What are the
services currently being delivered and why is a change needed? Are the services too expensive given
budget constraints? Are the services not used by our customers, or are they isfieshtvith what is

being delivered®hat are other counties or municipalities doing differently that results in better
outcomes?

Many of these questions will require data gathering and reseaférk with stakeholder agencies to
assemble applicable penfimance measurefor the services and products being deliveradiuding cost,
guality, and timeliness of deliver@Gather result§rom pastcustomer feedbackurveys and community
engagement efforts to find out whabour customers think about the servicbsing delivered.

Determine if there are any established benchmarks for these measures and indicate where King County
is performing in comparison to the benchmarks or to other organizations delivering these services. Look
for trends in the data and potentigroblem areas such as an increasing demand for services but
decreasing resources. Research how other governments or organizations may have developed solutions
to similar problems.

Once you haveollectedthis information begin organizing and collagnt to help thestrategic plaming
core team better understand the problem and begin to think about solutions. This will also help identify
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gaps in your understanding which will inform what information we need to collect in the next phases of
the planningprocess.

5.2 The right amount of information

2 KSy O2fttSOGAY3T AYyF2NNIGAZ2Y RdAdNAYy3I (GKS 9YyDBANRYYS
YdzOK A& Sy2daAKéK bldAz2ylffte NBO23IyAT SR adNIG§S3aAO0
caution against colleatg too little information, too much information and failing to achieve a consensus

on the meaning of the assessment results prior to proceeding. Use the following guidance for

determining how much information is needed:

y

1 Too little information: Relying owhat staff already knows without looking at data to
substantiate that knowledge or gathering information to round out that knowledge may lead to
distorted perceptions of the current situation.
T ¢22 YdzOK AYyTF2NXIFGA2YY at | iNgef stuékindhe data collegtiorf & 4 A & ®¢
phase or lost in all the information. Balance having enough information for an accurate big
picture view with ensuring the different perspectives are represented in the data.
9 Lacking Consensus on the Meaning of the Imftion: At times, one source of information may
contradict another source of information. Discussions and possibly further data/ information
may be necessary to help clarify and agree on the meaning of the informéaitison & Kaye,
2005)

5.3 Equity and Social Justicd-ramework

The Equity & Social Justice ordinaf@edinance 1694B8establisha definitions anddentifiesthe

specific approaches necessary to implement and achieve the "fair and just" principle that is embedded
as a core element of the goals, objectives and strategies of the countywide strategitt fdan.

imperative to use an ESJ framework in giategicplanning process and plan developmémorder to
achieveour shared vision of providingguitable opportunities for all people and communities

A key aspect will be to understand the current conditions of equitieDeterminants of Equity
Report(January 2015% a catalog of communitievel indicators and King County data covering the 13
externatfacingDeerminants of Equity.Thisreport can be used in thetrategicplanning process help
determine applicable equity measures for the services being explored itiidtegic This can help
highlight where problems may exist and further the understandifithe scope and depth of inequities
in our community.

{ SOSNI t 20GKSN) 9ThoW and ReséutesSEI GIA Ay K SH S ethdty 3/ 2 dzy
will be useful references for teams to use durstrategicplanning and developmentAdditionally,

strategicLJt I Yy Ay 3 (SFYa &aK2dzZ R drésldion il A |6 Kohtlivksiskps i KS 9 E ¢
departments should take to ensure that public communication materials and vital documents can be
understood by the target audienteA y Of dzZRAYy 3 LIS2LX S 6A0GK fAYAGSR 9y3f

The Equity & Socialisticelnter Branch Tear(IBT) is another valuable resource available to the
strategicplanning team to assist with identifying and managing the ESJ aspettatefjic planning
process and development. The IB€amposed of the directors or their designees of all branches,
departments, agencies and offices of county governnaat their role is to champioBSJ within county
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government and in the communityThe pN1J2 & S 2 ¥ (i K Sfacilitatetacchuitability of anéd K S  LJ8
coordination by all branches of county government regarding implementation of the fair and just

principle of the countywide strategic plan. This work includes tool developrpeintjc and commnity
engagemengtraining and work plan creatiof.

5.4 Stakeholder Engagement

The Environmental Scan and ESJ evaluation may have identified gaps in our understanding of the
problems we are trying to solve with tistrategic planand engaging with variousadteholders will be
required to fill in these gaps. How these stakeholders are engaged is a key part of thestregesiic
planning process and needs to be thoughtfully designed and carried lustchapter identifies three
phases taconsider whileconducting stakeholder outreach and engagement: Identification, Assessment,
and Engagement Planning.

5.4.1 Stakeholder Identification

Stakeholderare those individuals, groupsr organizations thatould impact or be impacted Iiye

strategicplanning proceser by arecommendationgecisionactivity or outcome of thetrategic plan It

is not alwaysmmediately evident who all the stakeholders are for any particular planning process

Identifying the appropriate stakeholders is especially important to ensurgtbeessappropriately

incorporates equity and social justicensiderationsas well asvoidingor YA YA YA T Ay 3 Wl F3GSNJ
engagement for stakeholder groups accidentally left out.

Most of the serviceand productdelivered by King County impact someperhaps all of the members
of the King County community, so community engagement will frequently be required to better
understand the needs of the customer. Other stakeholders include those internal to King County
government (such as elected and relected leadership, agency management, bargaining units, and
our work force) and those external to the county government (such as cities within King County or
partner organizations delivering services to community members).

The project charterenvironmentalscan process desigrandcoreteam can all contribute to the
development of éStakeholder Registathat charts out internahnd external stakeholderStrategic
planningteams should use thEommunity Engageme@uideand theCommunity Engagement
Worksheet from the Tools and Resourcsgction of the King County ESJ Web 8iteelp identifying and
engagng ESJ impactestakeholders during the planninggmess These toolsprovidespecific questions
and suggestions fadentifying stakeholdes of a particular projectThe Worksheet includes logistical
considerationssuch as how best tengag communitiesthat have Limited English Proficiency.

5.4.2 Stakeholder Assessment

Once stakeholders are identifiedgking time upfront to assess the likely interests, needs,
interrelationships and potential impacteey may bring to thestrategicplanning proceswiill contribute
to effective and manageable engagemenhiere are numerous approaches to mapping out your
stakeholdersrurrent position with regards to thstrategic planwhich willproveuseful in determining
the best way to engage and communicate wathyiven stakeholder / stakeholdettsroughout the
process.

OneO2YY2yfé& dzZASR FNIYSE2N] F2N LAYHISNESAHRIRS \BNRARL DR AY
Interest grid, or similar). This framework uses a basic matrix approach to plotting the location of a given
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stakeholder on a grid, where one axis represeahtsr current level of interest of involvement, and the
other axis represents their current level of influemctheir ability to affect theprocess or its outcomes.
An overview of this framework can be fouhdre.

The Equity & Social Justicger Branch Tear{iBT)also supports public and community engagement,
and can be a kesesaurcein planning and engaging those stakeholders and communities that may be
traditionally underserved and underrepresented in public engagement activities.

5.4.3 Stakeholder EngagementPlanning

Once stakeholders are identified atiteir needs and interestassessed, it is helpful to develop a plan
for how you will approach stakeholder engagement and involvement StakeholdeEngagement and
Involvement Plais an internal document, anshould include the following:

1 Differentiaing appropriateoutreach and agagemenmethods/ approachedor different
stakeholder groups;

T Listing and explaining appropriategagement and communicatioonals,

1 Descrbinghow the outreach andcengagemengpproach alignsvith or supportsincreased access to
the determinants of equy, and other equity and social justiobjectives

Another resource available from the2Qdzy (i @ Q& 9 ljdzA (i & g theZQimurdity Wdza G A OS &
Engagement Guidevhich includegshe Community Engagement Continuwghown inFigure5-1. See the
Community Engagement Guide for a full discussion of the Continuum elements.
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Levels of Engagement

Caunty Informs

King County initiates
an effort, coordinates
with departments
and uses a variety of
channels to inform
community to take
action

County Consults

King Count gathers
information from the
community to inform
county-led
interventions

Characteristics of Engagement

9 Primarily oneway
channel of
communication

{ One interaction

{ Termlimited to
event

9 Addresses
immediate need of
county and
communty

Methods

Media releases,
brochures,
pamphlets, outreach
to vulnerable
populations, ethnic
media contacts,
translated
information, staff
outreach to residents,
new and social media

9 Primarily oneway
channel of
communication

9 One to multiple
interactions

9 Short to medium
term

9 Shapes and informs
county programs

Focus groups,
interviews,
community surveys

County engages in
dialogue

King County engages
community members
to shape county
priorities and plans

9 Twoway channel
of communication

9 Multiple
interactions

9 Medium to long
term

{ Advancement of
solutions to
complex problems

Forums, advisory
boards, stakeholder
involvemaent,
coalitions, policy
development and
advocacy, including
legislative briefings
and testimony,
workshops,
communitywide
events

County and
community work
together
Community and King

County share in
decisionmaking to
co-create solutions
together

I Twoway channel
of communication

9 Multiple
interactions

9 Medium to long
term

f Advancement of
solutions to
complex problems

Coled community
meetings, advisory
boards, coalitions,
and partnerships,
policy development
and advocacy,
including legislatie
briefings and
testimony

Figure5-1 Community Engagement Continuum

Community directs
action

Community initiates
and directs strategy
and action with
participation and
technical assistance
from King County

9 Twoway channel
of communication

9 Multiple
interactions

9 Medium to long
term

{ Advancement of
solutions to
complex problems

Communityled
planning efforts,
communityhosted
forums, collaborative
partnerships,
coalitions, policy
development and
advocacy including
legislative briefings
and testimony

5.5 Organizing thelnformation from the Environmental Scan

Once you have completed the environmental scan, you may have collected quite a bit of information.
The data now needs to be compiled, sorted, organizedi simmarizedin a way that will make it easier

to present and analyze. Consider who will be reviewing the data. The staff and other stakeholders
involved in reviewing the data may be at various educational and experience levels when it comes to
working with data. Consider assigning the sorting task to a smaller subset of the planning team. They
should have rperience working with and communicating findings, if possidlgo, if a large amount of
gualitative data was collected, such as through focus grougsmmunity meetings, the Planning Team
may need to seek additional help and knowledge about how this data should be sorted and analyzed.
There are severalgssibleorganizing frameworks
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1. Organize by crosscutting theme@nce you begin reviewing the datallested, you should be
able to Identify and sort the information by major themes that emerge. It is important to note if
the theme was repeated from multiple sources, as this helps to prioritize what is the most
important issues that need to be addressedhe Strategic Plan.

2. Organize the data by the input sourc€or instance:

T
T
T
T

1

community-at-large
staff members
governing body
funders

customers and others

3. Organize the finthgs in a SWOT or a similar framewo®WOT stands for Strength, Weakness,
Opportunity, and Threat. SWOT analysis is a simple but powerful sorting and organizing tool
commonly used in Strategic Plans. It will be discussed in greater detadtion6.1.
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6 Analyzing and Developing Goals and Strategies

Identifying and prioritizing the issues you will address in the strategic plan is a milesiooe these

have been identified, the path to completing the strategic plan will become much clearer and easier to
follow. This is perhaps the most exciting stagewell, because you can expect good healthy debates,
especially with respect to setting the priority of the strategic issues. The important point to remember at
this stage is to remain focused on the identification of the strategic issues, not on proédettion

because that is the next step.

Teams that start focusing too early on the potential solutions to a problem, without truly identifying and
understanding the root causes of the problem, frequently recommend strategies that will not fully

addres or resolve the issue. Another misstep is to develop a plan that is meant to justify a

predetermined solution or one that is already in place. This step may need an outside facilitator to keep

the process moving and on topic. It also suggested that thfstake place no more than two weeks

FFGSNJ GKS {2h¢ !ylftearar gKATS AG Aa adAatft FTNBaK

At the end of this stage, the strategic planning team should present their recommendations to the
sponsors and consider reengag the community and other involved stakeholders to verify that the
priorities and direction are agreed upon. The rationale for this is twofold; it keeps the sponsors and the
community informed on the process and it provides a forum to discuss the redgwand ranking of the
issues and whether these are agreed upon. If there are major differences or other issues identified, the
planning team has the opportunity to reevaluate their issues and if necessary modify them. This will also
increase a greater buiyn or acceptance of the work of the strategic planning Team.

6.1 SWOT/SWOCAnalysis

SWOT analysis is a tool that has long been used to identify positive and negative factors within
businesses, organizations and governments to assess Strengths, Weaknessesin@igs, and

Threats. Some prefer to use the term SWOC analysis, which stands for assess Strengths, Weaknesses,
Opportunities, and Challenges. The two are interchangeable.

Strengths and Weaknesses are internal factors within an organization, whiletOpiies and Threats
are external factors stemming from community or societal forces. SWOT analysis is usually conducted as
a collaborative process to organize the inputs and findings developed during the environmental scan.

When you are developingsdrategic planthe team will be exploring for ways to achieve transformative
change to solve a complex problem. This focus on a particular challenge or issue can help prioritize the
inputs to the SWOT analysis. In other words, identifying strengths and mjitiers that have no

relevance to solving the specific problem will not be that helpful. However, be careful not to limit the
analysis too quickly as this may prevent the team from developing new strategies if they are relying on
the same old thinking. Bgoking at a broader list of SWOTs from a different perspective, the team may
create breakthrough strategies that allow new methods that will solve the most complex problems.

There are many internet resources available that provide more complete désngpexamples, and

the pros and cons of ugy SWOT analysis. AdditionallyAippendix Byou will finda Tip Sheet that
provides anore complete synopsis of this powerful tool.
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6.2 PEST and PE&I Analysis

Another method ofte used to organize and analyze theternal factors which malyelp improvegoal
and strategy development is known as PEST analysis. PEST analysis consists of tieyealitical,
Economic, Sociahd Technologicdhctors in the externaénvironment ofan organizatiorwhich can
affect its activities and performancBESTEL is similar but adds in Environmental and Legal factors.
There are several other variations on this theme as well, including:

STEEPLE = PESTEL + Ethical

STEEPLED = STEEPLE + Demiograph

PESTLIED = PEST + Legal + International + Environmental + Demographic
LONGPEST = Local + National + Global factors + PEST

= =4 =4 =4

PEST type analysis consists of gathering or sorting the external information into the categories, then
identifying and prioritizig which of these factors represent opportunities or threats. A good discussion
and examples of a PEST analysis can be foeral

6.3 Setting Targets for swccess

A critical element of successful strategic plars isettargets and timelines that define what success
would look like These enable leaders and implementers to know if they are making progress to achieve
the goals.

To improve the likelihood aichieving your goals, you need to establish SMétgactives(seeFigure

4-1). This requires that you be able to measure the objective, and that it is specific and time bound.
Therefore, you need to develop targets and deadlimegtiose targets to be reached. That way, the
implementation team and leadership will know exactly what they are accountable to achieve, and are
much more likely to work towards goal achievement. This is a basic principle of performance
management.

But howdo you set targets? There is not an easy answer to this question. You need to develop targets
GKFG ITNB FOKAS@GIofS 6GKS al!é 2N {a!we¢o odzi If &z
targets will need to be agreed upon by leadership andséhtihat will be tasked with implementing the

plan to achieve the objectives. Reaching that agreement can be a very difficult process. Some
considerations when selecting your targets for your SMART objectives are:

1 Make thembold but achievableg shoot forresults that show real progress, but are not so far out of
reach that they are unattainable. Plotting out wiasd milestoneslong the way will keep
momentum going, and help with external reporting.

9 Align with priorities and requirementg considersetting targets thatepresent achievements in
highly significant areas, including charter requirements.

9 Include equity and social justice principlesettargetsthat ensure fair representation of everyone
impacted, not just certain groups.

Metrics
Indicatas are more discrete, measureahlariables that can b&acked during plan implementation to
showprogresgowards objectives and goals. Multipteetricscan be provided for one objective, and
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some metricsnay show progress towards multiple objectivéghen selecting indicator® track
progress, consider the following:

1 Data sourceg Does a reliable, unbiased and trusted source exist that can provide consistent data
for tracking indicators?

1 Relevancy Are the indicators selected directly relevant to theals represented in thstrategic
plan?

1 Easily understood, Some aspects of th&trategic plarmay have fairly technical indicators, but if
these are reported to nottechnical audiences they may not be helpful. Take into consideration the

differentledSt & 2F WIONI yatl A2y Q G Kdatirs, ¥ullichéesané S ySSRSR
reporting needs.

1 Qualitative or quantitative( if the measurement of progress is not numeric, define how you will
assess gqualitative information in advance so over timejnidecator is consistently tracked.

1 Frequency How frequently must data be gathered to appropriately track and measure progress?
Different indicators will likely have different frequency of data collection.

1 EasegAccount for the level of effort requed to gather data to track the indicator, and what
resources are available to do so during implementation.

LGQa Ffaz2 dzaS¥F¥dzZ (2 aasSaa GKS aSit 2F AYyRAOI G2 N&
whole picture of progress towards goals.uYfnay want to consider a mix of leading and lagging

indicators (leading help predict future outcomes, while lagging shows patterns from the past). Finally,

make sure that the number of indicators is manageable for those tasked with implementation.

Trackng Methodology

Document the methodology for measuring progress
on indicators as part of thstrategic plaror an
accompanying implementation plao ensure
consistency over time, and through staff changes

Erogress tov;/]aro:z bl }a_r gert]s (()jn arouting  hat occur during implementatianThis can be
a5|§é you St OltJ %Xp allnt ?_ at;e o simple, but should include at minimum:
provide context and explanation fany 1 Who gathers the data

jumps, gaps, stalls drendsin data. Format of the data

1
1 How frequently data should be gathered
9 How and where to record the data

x In addition tojust reporting thedata and

6.4 Developing Strategies to achieve your vision and goals

During thestrategic planningprocess, the team wibegin to get a better understanding of the scope of
the problems and the challenges faced in finding solutions to these demanding problems. How does the
team develop strategies that will be successfubtercome these challeng@s

Numerous modelandframeworkst 2 NJ G NI ya¥2 N¥ I 6 A @3S OKIFy3IS SEAald GKI
a2t dzi A plghdidgteamari@yBuiant to research and use one or more of these models in helping to
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explain the issues and begin to develop solutididat follows isa briefoverview of several
frameworksthat take slightly different approaches to working through complex challenges to identify
solutiors. There is overlap ithe different models, and they can work in tandem or feed into each
other at different points in thgrocessYou will find a table summarizing these modelggpendix B

6.4.1 Theory of Change Model

The theory of change (TOC) model is a process and framework to bring about desired outcomes. It is
used frequently byhilanthropic and othemot-for-profit organizationsand governmergto develop
strategies that wilpromote changeThe model involves working backwards from a goal or set of goals
to identify the necessary interventions and preconditions needed in order to acthievdesired goal
outcomes, and then identifying the necessary indicators that will measure progress along the way. The
model creates direct linkages betwelnowandwhy a desired change is expected, not just what action

to take. The theory of changes faas heavily on identifying what preconditions are needed along the
path to transformative change, identifying where interventions are possible, and tracking that progress
to achieving interim perconditions and the ultimate goal with specific indicatolendthier discussion
about this model, including examples and step by step instuctions for develpoing a TOC can be found at
this link.

6.4.2 Logic Model

A logic model is a concise visual igipn showing the interconnectedness of the many moving parts of
strategicplarO2 YLR ySy iazx alLISOAFAOIffe (GKS AyLWziazx I OGA DA
the tactical approach of how a plan or initiative intends to create transformatie@a@h, and can be

dzZASR & | WEAGAY3a Y2RSEtQ (KNRdzZAK2dzi RAFFSNBYy G LKL
and evaluation and reporting.

¢KS ! yAOBSNBRAGE 27T YI ya briine Yitedf YeYouzyes foraundérgahdingand EQ K| &
developing logic models, and offers this description of theirwéllue aa2NB G KFy |y 206&SN
models become part of the work itself. They energize and rally support for ativieiby declaring

precisely what you're trying to accomplish and hdw.

Logicmodels in King County

The King County Homeless Youth and Young Adult (YYA) Initiative Logishtedehow both theory
of change and logic models can work together. A final logic model product was developed and
included an enhanced set of components, adding specific indicators to the model, and incorpor
Theory of Change statement to providedeed context and justification fawhy and how actions that
support the transformative change desired. The logic model also documented the guiding prin
used for establishing the model and for measuring progress through implementation.

A copy of he YYA Logic Model is includedippendix B
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6.4.4 Collective Impact
Model

The collective impact model is a
relatively new way of approaching
complex, large scale social issues in a
way that engages and creates
alignment towards aesired outcome
across multiple organizations or
communities.

Commonly accepted rules or condition
for collective impact interactions are
described irFigure6-1 Collective
Impact Mode] provided byone of the
leading reseech organizations in

/‘

Achieving Large-Scale Change through Collective Impact
Involves Five Key Conditions For Shared Success

Common Agenda: All participants have a shared vision for
change includinga common understanding of the problem and a
joint approach to solving it through agreed upon actions

Shared Measurement: Collecting data and measuring
results consistently across all participants ensures efforts
remain aligned and participants hold each other accountable

Mutually Reinforcing Activities: Participant activities must be
differentiated while still being coordinated through a mutually
reinforcing plan of action

Continuous Communication: Consistent and open
communication is needed across the many players to build
trust, assure mutual objectives, and appreciate common

understanding collective impact, the aation

Stanford Social Innovation Review

Backbone Support: Creating and managing collective impact

. requires a separate organization(s) with staff and a specific set of
The Collective Impact model can be skills to serve as the backbone for the entire initiative and

very powerful, espeically when Workingkcmrdinate participating organizations and agencies _/

with multiple, crossfunctinoal agencies
within the County or convening a group (Sourc_e: Stanfprd Socia_l Innovation Revigwderstanding the Value of Backbon
of County partners and stakeholders Organizations in Collective Impaktly 17, 2012)

that work together to provide services

to communities. In these circumstances,
the efforts of the whole can result in
greater collective impact and imgved outcomes than the individual groups would be able to achieve
working separately.

6.4.5 Results Basedccountability ™

Results BaseAccountability™ (RBA)s aframework that provides aigciplined way of thinking and
taking action thafocuses on redts usingmeasurementsRBA complements the Collective Impact
model in many ways. Collective Impact literature sets out conditions for the success of community
change efforts, and RBA provides specific methods to help partners meet those conditlas.
principle ofRBA ishat youwould start at the end to determine what you are seeking to achiéve (
results) and work backwards using data (indicators and the stories behind the data) to map out the
meansand thestrategies, which are then measured uspggformance indicatorsAnother principle of
RBA is to identify the role that the organization plays in the community and to establish partnerships
that agree upon the results anill help achieve greater communi#yide impacts for the customers
being seved. RBA was&veloped by Mark Friedman and described in his bbging Hard is Not Good
Enough (Friedman, 2005y ou can find more informatioabout RBAat thislink.

Figure6-1 Collective Impact Model
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6.4.6 Hoshin Kanri

Hosin Kanri is a&trategic management systefar ensuring that the strategic goals of an organization
drive progress and action at every level within tbaganization This methochas been used successfully
by Toyota and other companies in Japan since 8&0% and some totier companies in the United

States and elsewher@and is one component of a Lean organizatlidoshin Kanri strives to get all
members of the organization pulling in the same direction at the same time. It achieves this by aligning
the top levelgoals of the organization with the plans of middle management and the work performed by
all members of the organizatioithis is usually done as an annual goal and target setting process. Some
of the key principles of this system include:

Visionay strategic planning (focusing on the things that really matter)

Catchball (building workable plans through consensus)

Measuring progress (carefully selecting metrics that will drive the desired behavior)
Closing the loop (using regular follay to keepprogress on track)

= =4 =4 =

A primer on Hoshin Kanri can be found hédrép://www.leanproduction.com/hoshirkanri.html

6.4.7 Shingo Model™

TheShingo Institutedescrd S& A G&a Y2RSt | &

an additional program or another initiative to

implement; rather, it introduces Guiding

t NAYOALX Sau 2y 6KAOK (2 Iy
initiatives and to fill the gaps in your efforts

G261 NRa ARSIt NBadzZ Ga FyR

Akey component of the model is recognition that
RESULTS < CULTURE  SYSTEMS organization culture is at the core of improving

S BEEAVoR performance and getting results. Unfortunately,
it is often ignored as leaders focus on
implementing systems and tools. Following Dr.
{KA3IS2 {KAPIHAXKAY dzofk & S i SN
OFGSI2NAOIE LINAYOALX Sazé¢ ¢
{KAy32 DAdZARAY3I t NAYOALX Sau
Cultural Enablers, Continuous Improvement,
Enterprise Alignment and Results. For more
Figure6-2 The Shingo Model (TM) details on the Shingo Model, visit tighingo
Institute website.

GLT (G2RIF& Aa 3J2Ay3 (2 6S NyzaRATFTFBRBYSsTUR

T Shigeo Shingty
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6.5 Prioritizing Strategies

2 KAETS FEt awsSoda 2 wilkeihBortdni soné Mady bamotairfical$oyits G A 2 v
success than others.ubing the planning process, the team shoplibritize which strategies or actions
should come first, or get more resourcdshisis an important and often diffictpart of the planning

process.

Be ransparent in your reasoning behind why certgoals orstrategies were prioritizedboveothers. It
may be valuable to create a prioritization filtering decision matrix to agree upon criteria for setting
priorities, and identify which meet the criteria fjualify as priorities.

Considerationgor which efforts to prioritize shoulahclude:
9 Srategies and actions that offer early wins to help gain immediate support
" When funding will be available to accomplish the strategies2 4 SNJ O2 a i 2NWFAGIfé2 6 K|
1 Srategies that offer ongoig wins, to keep momentum going
1 The sequential dependencies of strategiesome strategies rely on the success of a previous
strategy
Those that generate critical resultsxd are most importantor your stakeholders
Thaa S adGNI GS3aIASa GKFEG 2FFSNIAYLINRPOSR Slidzaide F2NJ
opportunity to thrive

= =4

There are several methods to conddietmalizedprioritization, including:
1 Multi-voting Technique
9 Strategy Grids
1 Nominal Group Technique
1 TheHanlon Method
9 Prioritization Matrix

TheNational Association of County and City Health Offibiatsdevelopedn excellent summargf

each ofthesemethodsA y G KSANJ aDdzA RS {2 t NX 2 NR (i Aheré Mithodgh ¢ SOKY A
it is geared and the examples are from the public health community, it is easily translated to other

strategic issues and goals.

6.6 Implementation Planning

Schedule and Milestones

Including a timeline or schedule in the plan will ground it in reality and create accountability for
implementation. The timeline may need to be an iterative process, developed and refined as early work
begins and sheds ligbh the implementation challenges and opportunities of latter work.
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Thestrategic plameeds to create a horizon for those tasked with implementation. Projects that tackle
really big issues that might not generate tangible results for many years areadtedidates for fizzling
momentum and focus. Using interim milestones will create a shorter horizon for the work, and keep the
sense of urgency alive, along with providing reasons to celebrate progress as milestones are achieved.

*% 7'/p SH*

x Progressive elaboratiogLINE @A RAY 3 | Y2NB &LISOATFTAO aO0OKSRdzZ S 7
example, a monthly timeline), and a more general timeline for laterkwsuch as a quarterly
timeline) may be a reality for the SIP Plan. This is¢fie@long as the timeline and the Plan are
active, livingdocuments that are frequently reviewed angdated.

x  Tying milestones to funder or sponsor requirements (such a®@pré 2 NXBlj dzZA NBYSlyiaz 2
budget cycles) may be necessary, but the milestones will be more meaningful (and motivational)
if they represent progress that demonstrates measureable and real successes tied to the
objectives and goals of the plan.
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7 Implementation

An ot-made claim is that 90% of all strategic initiatives filat largely comes from a book by Robert

YIELIX Y YR 5F@AR b2ANLY yEKS KSINKET & Képy mANR (IS4 deNBIS @ ;
reported that fewer than 10% of effectively formulat&di NI 6§ SIA Sa 6SNBE &dz0O0S & a Fdz f
(Kaplann & Norton, 2000Pther surveys have made estimates of up to 70% failure rate of strategic
AYAGALFGAGSar S@Sy (K2aS (GKFd gSNB &8t FFRE NRAASI i &R
strategic plar they fail once they reach the implementation phase. How can your team help ensure the
success of your plan once you have completed the planning process?

7.1 Keys to successful implementation
7.1.1 Implementation Team

The same@rinciples and best practices outlined earlier related to creating and developing a good team
for the strategicplanningprocess apply when setting up an implementation te&uome of the best
planning efforts fail due to poor implementation of the recommalations and strategieg\dditional
considerations particular to the implementation phase may include:

1 Continuity¢ It is crucial that that those charged with implementing the plarrdy@resentedon the
initial planning teamThishasinvaluable benefitsparticularly in the beginning. The importance of
handoff from planning to implementation team becomes even more important if there is not
continuity on the team.

1 Commitmentc The implementation process itself may be a much longer time horizon than the
planning. Some roles may be shorter, while some may be more of an ongoing shepherding.

1 Skills¢ Similar to what it takes to assess the right person or groups for developing a robust plan, it
might take a different set to execute it successfully. Knowing:thieire and context of the
organizatiorwill help identify what it will take to lead the implementation. Soft skills play a big role
in implementation.

1 Future Line of Business participargsnvolving representatives that may eventually take on the
effort once it transitions from atrategyto a standard practice may be valuable.

7.1.2 Sponsor and Leadership Support

Perhaps the most critical aspect that will determine whether a plan will achieve its goals is strong
support from leadershiplf leadership is notommitted to act upon the bold and transformative change
initiatives being recommended, they are likely to fail. This support and commitment is most noted when
leadership follows through and conducts regular chimskand receives updates on the implematibn

plan, including tracking progress on achieving the milestones and targets that have been set. They
should ask questions when progress is insufficient, and help remove any barriers that may be
encountered. They should also celebrate success withgamtand ensure those involved are

recognized when milestones are met and targets achieved.
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7.1.3 Communication

Frequent, open communication about the strategic plan and the status of the implementation efforts is
crucial to gaining understanding and by Depending on the scope of the changes you are trying to
implement, it may be worthwhile to seek help from communications experts within or external to King
County to help create and deliver messaging that will be direct, easy to understand, and accurate.

7.1.4 Funding sources

Beyond the funding for thetrategicplanningprocess, the actual plan needs to articulate what known
and needed funding sources exist for executing the plan. Map out where and when funding sources are
available and any parameters assoethtvith the funding source (such as how funding may be applied).

Be sure to connect any reporting requirements from the funding source to the measurement and
tracking section of thatrategic plan Examples may include:
1 New or reallocateadountydepartmertal or interdepartmental funding
1 County provisos
i State or federal funding, such as grants
9 External funding sources
- Community partner organizations
- Donors

7.1.5 Companionimplementation Tools

Thestrategic plarwill be the master guiding resource for implemendat, but identifying ways to make
discrete components more bite size and actionable may help execute the plan. Consider the following
Fa O2YLI yA2y (22fta (2 SAGKSNI RS@PSt2L) 2NI NBO2YYSYR

9 Action Plang Sequence outhe activities that need to occur, resources needexsponsibility,
schedule and deliverables in a simple and easily navigable way.

1 Logic Model Updates If a logic model was developed as part of the planning process, it can be
used as both a communicati tool during implementation anghouldalso be updated asetrics
and strategies evolve

1 Capacity building and training needsldentify in advance what kinds of capacity building may exist
for implementation and map them to available resources and irgjror experience building
opportunities.

1 Communication and briefing toolg Consider the different audiences that will be interested in
knowing about thestrategic planand their different interest levels (from awareness to active
engagement). Providhxsome basic briefing materials (even if just an executive summary) can be a
valuable resource for the implementation team.

7.2 Making adjustments to the plan

As part of the PlaiDo-CheckAdjust Cycle (sekigure2-1), it is imperatie to review the plan frequently
to determine what is working and what is not. When the strategies that were developed in the original
plan are not achieving their intended outcomes, the implementation team and sponsor needs to
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determine why not.Have thed 41 N» 6§ SIASa 06SSy | RSljdzr GSt & Z)/RS RK
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the PDCA cycle, and when necessary, adjustments need to be made to continug pralgiress

towards goal achievement.

7.3 Transition to Line of Business

In many cases, one outcomesgifategicplan implementation will be a transformation of the way the
County does business. With that transformation complete, the changes will become ddofiie

standard line of business practices and planning. Build this transition planning into the plan as a way to
pass the torch fronstrategic planmplementation to standard practiceithin the existing Lines of

Business of King County.

7.4 Achieving the Gods established in the Strategic Plan

This guidebook has covered many factors and offered many tips to help you be successful at developing
and implementing your strategic plan. Although not a guarantee of success, by following these proven
principles you Wi have a greater chance at achieving the transformational goals you have established. A
summary of these principles is presented as a Tip Shefgipendix B

Good luck in your journey!
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Appendix A Strategic Innovation Priorities

A.1 What is a Strategic Innovation Priority?

While the King County Strategic Plan establishes coungystigtegic priorities and objectives, a
Strategic Innovation Priority (SIP) is defined in legislation as follows:

King County Code 2.10.020.L defines a SIP as follows:

G{GNIGSIAO AYyy20I GA2Yy LINIKuacNdhal str&epiplanviiggleffoits ofi K
activities that have the greatest likelihood of advancing the goals identified in the vision and po
priorities.

Strategic innovation priorities are:

1. The County's immediate planning priorities for the next biennium thategiline significant cross
functional planning and resource coordination;

2. Reflected in the subsequent executive's proposed budget and council adopted budget; and

3. Based on recommendations of the council and in consideration of the recommendatloms of t
crossfunctional strategic teams.

Link to legislation

FigureA-1 Legislative Definition of a SIP

A.2 SIP Fundingand Planning

Once SIPs are selected by the Executive and Council, the Executive will submit a budget with proposed
funding for SIP resources. Depending on the nature of the SIP, this may include funding for planning
activities, including consultant suppopublic outreach and engagement, or additional staff that may be
needed for the full development of a SIP Plan.

In reviewing and approving the budget and funding sources, the Council may take public input into
O2yaARSNI GA2YS | YROXERBE BEROKIza 2 @82 RIRANBOGNBKS 9E
project charter, or some other formalized action prior to releasing the funding requested in the budget.

Once a SIP is designated, a SIP Plan is the expected product. A SIP Plan is alsinategicSi P
Planning is primarily a strategic planning process, as described in this guidance. It may incorporate
higher level and perhaps multiple sponsors, as both the Executive and Council have a role to play.
Additionally, separated elected agencieayrbe involved and need to have a sponsorship role,
depending on the scope of the SIP.

Additionally, as SIPs are defined as a cfosstional effort, the planning team and advisory teams
would need a broader membership to ensure all aspects of the pustate and future goals are being

Al
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examined. This will make team management and decision making more complex, as the level of trust
will need to be established. Using team building exercises and -éheckiring the planning process will

A2

help smooth the ¢éam dynamics and may lead to better results.

{Lt tflyyAy3a AaXxX

9 Transformationalg change is needed to
delivery of @unty services

1 Crossfunctional or crossagency

9 Usually directed and approved by the Counc
and/or the Executive

1 Challengingvhat services need to be
delivered to achieve desired outcomes

A.3 What is a SIP Plan

Non{ Lt tftlyyAy3a AaxX

1 Usually within a particular agency or Line of
Business

I Usually directed and approved by agency
leadership

I Used when you are trying to improv@w to
deliver exising services

An example of SIP Planning isd¢oange the way
the @unty delivers public health and human
servicego improve the health and welleing
outcomes for King County residenichis required
a new approach to transform delivery across the
Depatment of Public Health and the Department
of Community and Human Serviceshile

working collaboratively with county partners.
This example is illustrated in thelealth and

Human Services Transformation Plan

An example oNon-SIPplanningis todevelop a
LX Iy G2 | RRNBaa | Yl 2
road fund, which required a change in the way
that the Roals division of the Department of
Transportation maintains the roads and bridges
in the unincorporated areasThis type of detailed
planning within a specific agency is illustrated ir
the Strategic Plan for Road Services July 2014

Update

SIP Plans have specific attributes delineated in King County Code, and therefore some minimum
standards are needed to ensure consistency in the final delilethlt will be presented to the
Executive and Council. SIP Plans should contain the following elements whenever possible:

9 Evaluation of existing King County services and/or best practices for delivering the services (i
or different service is bemrecommended)

9 Outcomes to be achieved

T 9ELX AOAG O2y&ARSNIGAZY

1 Metrics, targets and timelines that define what successild look like

1 Strategies to achieve the outcomes

9 The scope and responsibilities for the plan (e.g., what services will be delivered by the County
what will be delivered by County partners)

1 Implementation timeframe and resources and budget requiredd¢oomplish the strategies

T al I-¥RTE LINRPOSaa (2

GKS SEA&alGAY3 YAy3

ZRuityagdFSockalf Jistbe INitiuyve (E Kl

/| 2 dzy i

FigureA-2 Minimum Standards for a SIP Plan
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http://www.kingcounty.gov/~/media/transportation/kcdot/roads/SPRS/SPRSUpdateJuly2014.ashx?la=en
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A.4 Examples of SIP Planning

¢CKS F2tf2gAy3 | N&ious plahning afffrts,Waich Alistae the lind afcomplex and
crossboundary issues that might be identified as SIPs. Both examples demonstrate some of the best
practices discussed in this planning guidance.

a3 L
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A.4.1 Snapshotl: Regional Transit Task Force

TheRegional Transit Task FogETTF) was convened in 2010 by the King County Council and

9ESOdzi A PSS aF2NJ KS LizNL}2 &S O2y &A RS Nk giavthland,L
if necessary, contraction of King@zy 1 @ Q& GNI yairid &aeaads

2 alSYode
What makes it a SIP?

First and foremost, the charge given this task force was to make recommendations to Metro or;
best to address several major systevide financial and operainal issues. Put another way,
recommendations for how to implement larggeale and potentially transformative changes in the
way the County delivers a vital regional seng@xactly the type of challenge for which SIPs were
created.

In addition, the bradth and complexity of the issues assigned to the task force required a cross
disciplinary team of engaged stakeholderthe kind of team that a SIP planning process is likely ¢
NEIjdANBd ¢KS weeC gla |a]1SR (2 &MRRNB2 as kmMdE
seventh) covering a broad range of impact areas: Land use; Social equity and environmental ju
Financial sustainability; Geographic equity; Economic development; Productivity and efficiency
Environmental Sustainability.

Why/how did it start?

The group was convened by the County Council and Executive in response to two major stress
the Metro transit system: the national recession of 2008/2009 and resulting decline in sales tax
revenue, and rapidly increasing riderskiipring the same period (including projected continuation
of both trends, which pointed towards an eveidening gap between operating revenue and
demand on the system).

Whatwasthe @ dzy 1 @ Q& NRf SK

The County played three roles in this process: Convénerder, and Technical Expert. The Count)
created the task force and funded the process, and county staff participated as task force mem
It is worthwhile pointing out that this is why the graphic in Figure 1 1 is shown as a spectrum; it
uncomma for the County to play multiple roles during the process.

What were the outcomes?
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A.4.2 Snapshot2: Comprehensive Plan to Prevent and End Youth and Young

Adult Homelessness

Another example that would qualify as a SIP wasGbeprehensive Plan to Prevent and End You
and Young Adult Homelessness in King Collihig was a largscale, multistakeholder effort
supportng the Ten Year Plan to End Homelessness in King County.

What makes it a SIP?

As with the RTTF example, the scope, complexity, diversity of stakeholders, and potentially far
reaching changes to how the County provides services, are exactly the critrimahld make this
effort a SIP especially when all those criteria are present within the same issue, as in this case

The Comprehensive Plan includes a vision statement for the plan itself, principles for achieving
vision, and measures for assesgimggress with numeric starting points for each measure. The
plan covers a broad range of implementation targets, such as family reunification and educatio
employment; it identifies a broad range of potential partners, such as schools, and the juvenile
justice, child welfare and health care systems; and it suggests an ambitious timetable for
implementation. Finally, the plan suggests changes impacting a broad range of county services
county partners, from housing to health care, employment to chairdependency services.

Why/how did it start?

In 2011, Youth and Young Adult (YYA) homelessness was identified by the Committee to End
Homelessness of King County (CEHKC) as a community issue requiring new and more effecti
solutions. While recognizirthe commitment and good work that had been done up to that point,
the group realized they were unable to answer several key questions related to YYA homeless
such as the total number in King County, which housing or service interventions were regveff
with this population, and therefore whether any progress was being made.

Whatwasthe @ dzy 1 @ Q4 NP2 SK

King County participated in this process as an Information Provider and Technical Expert, via s
participation on the CEHKC (specifically, Kliveg County Department of Community and Human
Services (DCHS), which provides an array of services for the homeless, both YYA and adults).

What were the outcomes?

Creation of the Comprehensive Plan itself was the main outcome, but the process also gielded|
number of insights and lessons learned. The group found that the Collective Impact model wor
well for this effort (this model is discussed is more detaéetion 6.4.% the group also discovered)
that deweloping a Logic Model for the plan was essential to defining success and provided mile
against which progress could be measured (Logic Models are also discussed is moregietiirin
6.4.9.

Other lessons learnedd¢luded the importance of clearly identifying roles and responsibilities anc
implementation timelines; the importance of having the right stakeholders at the table to ensurg
active partner engagement; and the importance of identifying priority action$, associated
budgets and where possible funding sources.

A5
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A.5 SIP Plan Scope

'yagSNR (0 KWhaljsdwtees ivill e yefivered by theainty and what will be delivered by
county partnerK €

Boundaries of thestrategic pban

G2 KFEdiQa Ay YR ¢gKIGQa 2dzié &K2dzZ Rstrateficpglaa SIg Ry @& G KS
address every element or driver that feeds into a SIP, as by definition, SIPs are typically complex and
multi-dimensional issues that need a wholetsyss approachln a strategic plan that includes county

partners and other stakeholders performing some of the work to accomplish the goals, this section

should clearly delineate who will be responsible for what actions. If the expectation is that pasiifiers

perform work alongside the County, it is critical that these partners were consulted and fully

participated in the SIP planning effort in order to get their support when the Plan is released.

By demonstrating an understanding of the landscape dedrly communicating what parts the
strategicplartOD2 YYA GAa (2 | RRNBaaszx GKS {Lt GdSIry OFy KSfL] a¢
from implementation, as well as rally support for what else must be done in future phases.

Relationships to Relad Efforts

Show how thestrategic plarwill align with, leverage, or feed into other efforts addressing the issue to
demonstrate that the plan is thoughtfully crafted and part of a holistic approach that makes the most of
GKS NBIA2YyQa NBIEGWNafdestrife h@NER Icdliectifedimpact of the

interrelated efforts is creating synergy and improving performance in the goal areas.

Logic Modeland/or Change Model

A logic modebr change modeainay be developed relatively early in the agkplanning process and can

FNIYS (KS O2yGSEG 2F GKS {Lt IyR S¢g2t@S 208N GAYS
of the plan.

. @ G0KS GAYS (GKS LIX Iy A& O2YLX SGS> GKS t£t23A0 Y2RSH
2F GKS aeadSys FyR K2g (GKSe& ¢g2N)] (26 NRa I OKASGAY
A logic modetan transform from a tool used for planning to a tool used for communicating the plan

and tracking implementation.

Roles

ArticulatingintNB F R A0 NRB {1 S&a (GK2a$8S Ay@g2t SR Ay OF NNBEAyYy3 2 dzi
that the breadth and depth of the plan is well supported. Specific roles may be further delineated as

strategies are elaborated in the plan, and even more so in apaoging implementatio materials like

Action Plans.
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Appendix B Resources

Resource Page
B.1- 3.1 Example HHP Integration Project Charter B-3
B.2- 3.1 Tip SheetStrategic Plan Charter B-13
B.3-3.2.1 ChecklistPlanning Team Considerations B-15
B.4-3.2.2 Tip SheetPlanning Team Responsibilities B-17
B.5-3.2.3 Template Planning Team RACI Chart B-19
B.6-3.3.1 Tip SheetProject Management Considerations B-21
B.7-6.1 Tip SheetSWOT Analysis B-27
B.8- 6.4 Tip SheetReview of Strategic Planning Framework B-29
B.9-6.4.2 ExampleHomeless YYA_Initiative Logic_Model B-31
B.10- 7.4 Tip SheetPrinciples of Success B-3

Bl L




King County Strategic Planning Guidebook

B-2




King County Strategic Planning Guidebook

B.1 3.1 Tip SheetStrategic Plan ChartelComponents

The Strategic Plan Chartey a document that is prepared by the Project Manager/Project Team and
approved by the sponsor that formally documents the authorization to conduct the strategic plan,
authorizes use of resources tevklop the plan, and identifies the strategic plan Lead.

Key Components of a Project Charter

Context
91 Defines problem statement or opportunity at hand
9 Includes relationship to Strategic Plan and to other SIPs
1 Identifies interdependent issues, includingtential impact on equity and social justice

Objectives
9 Desired outcomes
9 Definition of success

Scope and limitations
1 Outline role of County in addressing the SIP
9 Boundaries of what the SIP Plan will and will not address

Preliminary roles and responsilities
1 Sponsors
1 SIP Plan team lead
1 Core team
9 Stakeholder groups

Assumptions
9 Factors that were taken into consideration that could impact the SIP Plan process

Preliminary risk and opportunity identification
1 Known risks and opportunities to the SIP Plavcpss
1 How to manage those risks and opportunities (such as avoid, mitigate, leverage)

Preliminary schedule
1 Progress reporting
91 Phases of work
1 Key milestones

Resources

Budget (including information on when budget is available)
Funding sources

Staffing

Consultant support

Resource gaps

=A =4 =4 =8 =9

Approvals and Signatures
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B.2 3.1 Examplg HHP Integration Project Charter

(Note, this was a very complex charter and required a significant amount of pre
work and coordiantion amongst the stakeholders and sponsors i the charter
reflects this. Not all charters will require this many sections of narrative)

January 17, 2013

PROJECT CHARTERealth and Human Services Integration
(Motion 13768 and Proviso Responses)

A. Context

1 The King County Strategic Plan calls for Kmon{y to provide equitable opportunities
for all individuals to realize their full potential, in part by ensungetwork of
integrated and effective health and human services is available to our community
91! 5SOSYO6SNI HAamH a&a 02 phideyitfled sekaNEnd& Sastiveo & f SI RS
priorities for 2013 that warranted careful tracking to assure tight coordination,
accountability, and success.

1 This Charter, for internal county use, lays out the objectives, structure, milestones, and
roles associated ith two of those seven priorities# 1 (Motion Response) and # 2
(Proviso Response)

1 The Motion and Proviso activities fall under the same charter because the outcome of
the Motion should inform the response to the Proviso, and staffing and communication
strategies are linked.

f Once completed,ite work under this Charteelated to the Motion will be incorporated
in the 2013 Health and Human Potential (HHP) Goal Plan. The Integration Sponsors will
oversee the development ohe goal plan which is an oppiomity to propose revisions
to HHPobjectives andstrategies, update performanaaeasuresset performance
targets (where appropriate), and identify emerging priorities and next steps for
advancing HHP outcomes.

B. Objectives

(1) Integration plan (Motion ResponseDevelop a plan for an integrated, accountable and
sustainably funded system of healimdhuman services that supports all individuals in King
County in realizing their full potentignd

! (1) Motion 13768 Response; (2) Budget Proviso Response regarding PHSKC and DCHS organization; (3)
Coverage and Capacity; (4) High Risk Population System Design; (5) MIDD Prioritization; (6) Integration
pilot ¢ North/Neighborcare; and (7) Hospit@ommunity Benefit coordination. Prioritiesrzhave
separate workplans.
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